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POSITION MANAGEMENT AND COMPENSATION DIVISION

OFFICE OF PERSONNEL

The attached guidance material is intended to assist you as a
manager or staff officer in the review of your organizational and
position structure and in the Preparation of meaningful position
descriptions.

Included in the Package:

I. DEFINITIONS

IT. POSITION MANAGEMENT

a. List of common organizational problems
b. Position Management Standards
C. Secretaries and Position Management practices

IIT. POSITION CLASSIFICATION

a. Outline of the Factor Evaluation System

b. Guide for writing position descriptions under FES

c. Sample position descriptions

d. Guide for writing Supergrade position descriptions under FES
e. Sample Supergrade position description

f. Things that don't count in classifying your position
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I. DEFINITIONS

a. Position Management

Position Management is primarily the "line manager's" responsibility
in conjunction with the appropriate staff specialist. Position
Management is the conscious regular examination of the following areas
of interest: (1) job need, (2) organizational structure, (3) the
work process, and (4) the design of jobs. Position Management is
concerned with the MANAGEMENT DECISIONS which must be made as to the
basic foundation and structure of organizations. These are decisions
involved in the "areas of interest" listed above. Position Management
is the basic framework of the personnel management system,

b. Position Classification

Position classification is an integral part of the position
management process, Specifically it involves the analysis and evaluation
of individual positions, inter-relationships with other positions and the
assignment of pay schedule, occupational series, title and pay level.

Position classification, through the fact-finding and evaluation

process, provides the basis for position management recommendations
to management that can contribute to the decision making process.

Sk
TERUAL USE
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Fragmentation

segments.

PROBLEMS: 1.
2.

3.

INTERNAL USE GRLY

POSITION MANAGEMENT

Common Organizational Problems

- organization is unnecessarily split into many small
Small units may become so specialized that they restrict
the employee's potential contribution.

Communication between units is restricted and action
shows down. :

Fluctuations of workload become hard to handle.

Excessive Layering = too many levels in the chain of command.

PROBLEMS: 1.
2.

3.

Movement of ideas Is restricted since they must be
evaluated and restated by each supervisor.

Top management often is unaware of how decisions have been
made at lower levels.

Lower level supervisors and emplpyees are too restricted
in what they can do and become frustratad.

Unnecessarv Positions - "assistant chief" jobs that are not really needed.

PROBLEMS: 1.

2.

3.

Full assistants, or deputies, add another level to the
chain of command.

This creates delays in decision-making and increases the
likelihood of duplication of effort.

Unnecessary staff assistant positions tend to cause
staff-line conflicts,

AEINISTRATIVE.
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Position Management and Compensation Division, Office of Personnel - -

POSITION MANAGEMENT STANDARDS

 PURPOSE

These standards are for the use of line managers and staff sPecialists
in determining the soundness of positions and groups of positions
(organization structures) from a position management viewpoint.

 PART T provides criteria to consider when setting up new pésitions,

changing the work of existing positions, reestablishing_inactive posi-
tions, or taking other actions involving one or a few of the positions

.in an organization segment.

PART TI provides criteria to consider when conducting ecyclic surveys

or reviews, reorganizing, or making special studies which involve
groups of positions - fer example, all the positions in an organiza-
tion segment or all the positions in an activity as a whole. This
part addresses many of the same questions as Part I but explores the
interrelationships involved more intensively. Part I has been purpose-
ly designed to avoid the type of searching inquiry expected in arplying
Part II, ' .

N

PART I, CRITERTIA TO CONSIDER WHEN SETTTIG UP A NEW POSITION

Note: These criteria also apply when changing the work of a position,

reestablishing &« position, or taking any other action involving
one or a few positions in an.organization segment.

1. The ﬁosition is needed,

C - . NAIeTR
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8. It helps accomplish current activity objectives.

. be - The -current and projected workload cleariy support setting it

up or continuing it.

¢. It represents the best use of available ceiling or is important
enough to support a request for additional ceiling.

The position is sound from the standpoint of economy and effectiveness,

a. It fits satisfactorily into the present or anticipated workflow.
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The work cannot be absorbed by other positions without serious
damage to essential functions, nor can it be performed more
economically or effectively by introducing a labor-saving
device, Suitable arrangements cannot be made to shift any
sporadic or seasonal work to other positions.

If it is supervisory, the segment Supervised cannot be merged
with another without seriously interfering with mission
accomplishment.

If it is supervisory it reflects a reasonably broad span of
control, At least three substantive personnel (performing the
"line" work of the segment) are supervised at the first level,
and many more when subordinates require little attention,

. policies and procedures are well established, and the workload

is stable. At higher levels a minimum of three segments are
supervised. :

It is is a deputy (full-time line assistant), it is not being
established primarily for continuity. The supervisory workload
is too much for one person or the superior is frequently sway

- for extended periods and the deputy must make major decisions

in his absence. Such responsibility cannot be assxgned on a
part-time or rotating basis to other personnel,

If it is a support or service position it does not unduly
increase the ratio or such positions to "producer" positions.
If it is .concerned with high-level work, it does not remove
some of this work from other positions without good reason.
(Furnizhing backup to a higher-level employee in his absence
is not normally such a xreason.)

3. The position is sound from'a motivational viewpoint.

a.

Co.

It is not unduly narrow. It provides reasonable opportunity
for job satisfaction in terms of achievement and responsible
performance,

If it is an entry or low-level position it is not "dead-end"
= it provides reasonable opportunity to progress to higher-
level work.

If it 18 supervisory it is more that of a true manager
(goal-setter, planner, developer of people, etc.) than a
“pusher" or "superchecker." :

ADIISTRATIVE
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PART II, CRITERIA TO CONSIDER WHEN STUDYING AN ENTIRE

ORGANIZATIONAL SEGMENT

- For use when conducting cyclic surveys or reviews, reorganizing,
or making special studies which involve groups of positions -
for example, all the positions in an organization segment or all
the positions in an activity as a whole.

1. All the work performed is essential,

&.

" b.

Each major item of work helps accomplish current sactivity
objectives.

Any duplication or overlep with other segments is deliberate
because of operational needs,

2. The structure reflects a reasonable balance between economy and

effectiveness.

8.

£.

Significant portions of'the work cannot be absorbed elsewhere
or done more economically without serious damage to essential
functions.

Staffing reflects proper program emphasis, Where the segment
has been cut back, its ability to perform its work has not been
seriously impaired (through a top-heavy structure caused by the

‘abolishment of lower-level p031t10ns or other 1mbalance)

N

Staffing is based on average rather than peak workload, using
work measurement criteria and considering workload trends.

If the mission is expanding, staff'(especially supervisory) is
not being added too far in advance of the time when the workload
becomes actual.

The average grade of the segment reflects the nature of the
work done (e.g., the frequency with which senior skills are
called for) or, if not, is the result of a purposeful response
to operational needs.

There is no unnecessary fragmentation (the splitting of the
organization into many small segments) - span of control is
reasonably broad (there is no more supervision than is

necessary). Supervisors are responsible for the work of at

‘least three substantive personnel (performing the "line" work

of the segment supervised) and many more when subordinates

" require little attention, policies and procedures asre well

established, and workload is stable. Supervisors above the
first level manage at least three segments.

ARIISTRATIVE
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Deputy positions (full-time line assistants) do not exist
primarily for continuity. In each case the supervisory work-
load is too much for one person, or the superior is frequently
away for extended periods and the deputy must make major
decisions in his absence. Such responsibility cannot be
assigned on a part-time or rotating basis to other personnel.

Support service segments are not unduly large in relation to
"producer" segments. The practicability of a centralized
service arrangement or of common- or cross-service agreements
with other activities has been considered.

There is good manpower utilization. To the extent feasible,
work assignments fit the special skills, experience, and
potential of present employees.

The structure enhances communication, decision-making, and the
speed/quality of organizational responsiveness,

.

It is reasonably simple, considering the operations involved.
Closely related work is associated physically as well as
organizationally so that it can be more easily coordinated.

It is technologically suitable (in relation to workflow, pro-
cedures, equipment, facilities, layout, etc.). It is flexible
enough to accommodate to foreseeable workload fluctuations - it
includes plans for shifting employees among jobs in peak or
slack periods,

The division of work - by function, product, purpose, etc. - is
the best for the work performed, considering the special advan-
tages the various arrangements offer (for example, easier
coordination and better executive development under a product
arrangement; more economical use of equipment and greater con-
sistency of technical decisions under a functional arrangement),

The organization is not unduly layered (too- many levels in the

‘chain of command) - it is "flat" rather than "tall". Review

levels are kept to a minimum. Authority for operational deci-
sions is suitably delegated - when, for example:

- Speedy, on-the-spot decisions must be made,

~ There is 1ittle need for uniformity or for coor-
dination among segments.

- The types of decisions are less significant.

- Decisions can be based on rules or policy.

- The personnel involved can be expected to know
the facts or can get them together readily, and
are believed capable of making sound decisions.
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k., The structure is sound from a motivational viewpoint.

]

8.

b.

e .

-
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Positions have sufficient Job interest - are not unduly narrow.
They provide reasonable opportunity for job satisfaction in -
terms of achievement, growth, decision—making,'responsibility,

and other aspects of "job enrichment."

Attention is given to promotion potential in positions.' Career
ladders (not necessarily confined to the segment or even the
activity itself) provide entry to key positions.

Pertinent behavioral research findings have been considered,
For example: ’

' ~ The advantage of departing from traditional forms
of organization in special situations (such as the
. Project manager concept in research =nd development).

- The importance from an organizational "climate" point
of view of supervisory positions being more managerial
_(goal—setting, planning, developing subordinates, ete.)
than "pusher" or "superchecker" positions.

Unusual turnover, sick leave, or absenteeism are not ‘primarily
due (as determined from general observation or from attitude
surveys) to the organization structure or the makeup of
“individual positions.

N
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Seactades and Posh

?

The Federal service employs approximately
60,000 secretaries, an investment large enough to
warrant care in management and job design. To-
day, over 95 percent of these positions are filled by
women—interesting, since when the typewriter
was invented in the 18th Century, it was con-
sidered so complicated that only men could
operale it.

The Civil Service Commission js currently
studying the occupation of secretary as part of its
effort to develop new position classification and
qualification standards. Although the study is not
being conducted for position management pur-
poses, its early findings show that management
necds to improve the design and management of
secretarial assignments. For example, interviews
with secretarics and their supervisors show that:

0 Many people called sccretaries aren’t
secretaries. They are given only typing,

HTERRAL

form. It's honest work, and sometimes hard work,
and it's a big help. But they aren't secretaries.
Those who take such jobs expecting to be
sccretaries or to become s=cretaries are disap-
pointed. Those who would have gladly taken the
jobs as typists or clerks aren't considered.

0 Many, perhaps most, supervisors have very
little idea of what their secretarics are doing, or
should be doing.

0O Many secretaries have poorly defined assign-
ments. Too many secretaries are unaware of what
their assignments should or could include. Having
little knowledge of what is expected, they wait to
be asked befors beginning a task.

O In some offices, the secretarial assignments
seem to be affected, consciously or not, by an
overly protective attitude toward women. The
secretaries (almost invariably women) are not ex-
pected to show initiative or to develop any serious
understanding of the purpose and administrative
needs of the organization. Clearly, it is hard for
the secretary to develop such an understanding,
and if it is developed it does little good, since
there’s no demand for it. Littie is expected of the
secretary, and given such a management attitude,
the expectation is realistic,

0O Many secretary positions are graded on the

Qasis of echelon alone, rather than on the duties,

28
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- refining
stenography, and very routine clerical work to per- -
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responsibilitics, and qualification requirements of
the assignment.

These problems are widespread, and they
needn’t be. But these problems would be markedly
reduced il managers would consider even the fol-
lowing brief checklist.
¥ Don't decide you want a secrelary and then
think up duties to occupy a secretary’s time., Think
first of the duties to he performed, then of the -
knowledge, skills, and abilities required. Only tiien
should you consider the title, occupation, and
grade of the position,
s~ Tailor the posilion description to the require-
ments of the individval-—don’t rely entively on
standard posilion descriptions, Use standard
descriptions only when several positions are very

v Prepare a detailed task list for the position,
and adding to it. Write it down. 1 you
haven't thought enough about it to write it down,
you haven’t thought enougn about it to invest
money in the position,

v Write down;

. —How you intend to assign the work and es-
tablish priorities,

—What you will consider evidence of gocd

secretarial performanca,

.—How you plan to review the work.,

v Talk to your secretary. Explain what you ex-
pect, botlr in terms of what duties are to be per-
formed and how independently they are to be per-
formed.
+* Grant the secretary some independence. Let
the job expand to fil] the competence of the
employee, if possible. People can become rmore
responsible and more creative with experience and
practice. Let it be known that you rely on your
secretary,

v Ask the secretary to suggest additions and
changes, and then seriously consider them.

#* Don’t confnse abandoning the employee with
granting independence of action. Stay aware of
what work should be done by the secretary, and
what is done.

~—John S. Warman
Bureau of Policies and Standards
U.S. Civil Service Commissiof/
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FACTOR EVALUATION SYSTEM

Historical Background
© Hanley Subcommittee study, leading to P.L, 91-216 (1967-69)
o Job Evaluation & Pay Review ("Oliver") Task Force study/recommendations (1970-72)
o Test & Implementation Group development and nationwide field test (1972-74)
o Extensive consultation with agencies, unions, and professional groups (1974--75)
o Commission decision to implement FES (12-17-75)

Implementation Plans » -
o Public announcement of decision to implement FES (12-75) :
Distribution of initial eight draft FES standards to agency hq's (3-76)
Agency redistribution to field installation reviewers (4~76) -
- Phase I training - nonreimbursable |
—- 24 courses in D.C. and field locations to train 700 agency personnel to
review initial draft FES standards™ (4/5-76). : :
Agency review and comment on initial draft standards (by 7-19-76)
‘Phase II training - reimbursable ) -
- Analyze Phase 1 training critiques and revise training manual (7-76)
- Offer Interagency FES courses and instructor's manual for agency use (Fall-76)
Review, analyze, act upon comments on draft standards (7/10-76)
Publish first final FES standards for mandatory use (12-76)
produce 250+FES standards over five year period (through 1981/82)
Monitor FES for appropriatemess, responsiveness, and utility (continuing)

o] 2 00

o)

(<]« B o Y o

OUTLINE OF FES TECHNICAL CONTENT - : -
Primary Standard - '"the standard for standards" B
0 nine factors cormon to nonsupervisory jobs in GS-1/15
1 - knowledge required by the position -

2 - supervisory controls 6 - personal contacts

3 - guidelines ' 7 - purpose of contacts-
4 - complexity . 8 - physical demands

5 -~ scope and effect - ’ 9 - work environment

o degree level definitions given for each factor
o points assigned to degree levels
o conversion chart changes total points to GS grades : i

Factor Level Descriptions - FES standard for an occupational series
o redefines Primary Standard in terms specific to the covered occupation
o0 includes introductory and background materials about the occupation
© illustrated by Benchmark Job Descriptions

Benchmarks - representative work situations in an occupation
— consist of statement of duties and description of the nine factors
- point-rated position descriptions ’

IMPACT OF FES .
o Will replicate grades of correctly classified positions
o Ease of understanding - e.g. standards and descriptions in same format,
degrees and points shown -- will promote support
o Narrative and Factor systems will co-exist for several years
o FES5 is modern, cost-effective and meets future needs

Approved For Release 2001%9/%!i fwgégslyﬁ 004R000200130001f: nsr gps 3-76
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GUIDE FOR NRITING POSITION DESCRIPTIONS
UNDER THE FACTOR EVALUATION SYSTEM

This guide is designed to assist you in writing a deScription of your
position duties and respdnsibi]ities in the format required by the Factor
Evaluation System (FES). Under the Factor Evaluation System each of ten
position factors is evaluated individually and point values are assigned
on the basis of a comparison with an evaluation standard for the occupa-
tional series of the position. Failure to cover each factor properly
could result in an incorrect evaluation. Therefore, in preparing your
position description, you should address each factor even though this may
involve providing some of the same information more than once.

Your position description should be a concise and accurate statement

~of duties and responsibilities of your position and related requirements

. and condifions‘that are considered in the evaluation of the position. The
position description will be used primarily for evaluating your position
grade and for defermihing your status (exempt or:nonexempt) in terms of the

6vertime provisions of the Fair Labor Standards Act.

A.” POSITION IDENTITY-

Briefly identify your position as to title, organizational location

and position number.

B. MAJOR DUTIES

Describe concisely each major duty you ara required to perform. Tell
what you do,. how you do it and why. You may organize your duty statements

either in order of importance or sequence of performance.

DLNSTATY
Approved For Release: 2001/05/5 b JJ(‘g&R000200130001-8
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coordinates, handles or prepares, unless further qualified. Use action
verbs such as compiles, types, searches, establishes, evaluates or analyzes.

Also indicate the average percentage of time you devote to each duty.

C. EVALUATION FACTORS

1. Knowledge Required by the Positfon:
| Spec1fy the nature and extent of information or facts you must
understand to perform acceptable work (e.g., knowledge of steps, procedures,
practices, rules, regu]at1ons, policies, theories, concepts, and technical
or scientific disciplines). Also indicate any academic degrees which are
mandatory and any reguired specialized skills and abilities such as typing,
taking dictation, or foreign languages.

2. Supervisory Controls:

Spec1fy the nature and extent of control exerc1sed by your super-
visor over the work you perform. This should include such items as instruc-
tions given when work is assigned; priorities and deadlines set for completion
of work; your authority to modify or recommend chenges in instructions; the
extent of assistance provided during accomplishment of work; and the extent
of review of completed work (e. g., close or detailed review of each phase of
work, spot—check of end product for accuracy, or review for adherence to
policy only).

3. Guideljnes:

Specify the nature of guidelines and regulatory material you use in

the performance of your work (e.q., manuals, reference material, text books,

policy directives, etc.) and the extent of Judgment you are required to

exercise in applying and interpreting the guidelines.

Approved For Release 2001A105123 : CIA-RDP83-01(}3E£ wi%gm‘g
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Indicate the nature and variety of the work you perform; the

.

degree to which you must vary work processes and discern inter-relationships
and deviations; and your responsibility for the development of new techniques
or approaches in resolving problems where established policy or procedure

does not exist.

5. Scope and Effect:

Indicate -the purpose of the work performed and the effect of work
produced both within and outside your immediate organization. Also indicate
how errors in work or poorijudgment would affect Agency operations or activities.

6. .Personal Contacts:

Identify by title and organizatior. .t! >se parsons with whom you have
contact in performing your duties and the frequency of such contacts. In
addition to your contacts within the Agency, external. contacts within other

,Agency,"Departments, private industry, etc. should also be included.

7. Purpose of Contacts:

Specify the purpose of your contacts (e.é., to exchange information,
to discuss technical problems and/or to negotiate agreements) and the authority
vyou'may have to commit your component or the Agency to a specific course of
action. A]so indicate the}extent to which you are responsible for establishing
contacts.

8. Physical Démands;

Describe any physical requirements and demands, such as agility;
dexterity and physical exertion required in the performance of your duties.
Also indicate the frequency and intehsity of such demands. If no requirement
axists, so indicate,

HINISTRATIVE
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Describe such conditions as impropgr lighting, heating, and

¢
.

ventilation; exposure to dust, grease, contagious diseases or irritant
chemicals; wdrkihg at great heights or in extreme cd]ﬁ 6r heat; or

exposure to physical attacks, mob conditions, or military action. Also
describe any unusual covef or security considerations. If there are no

unusual conditions, so indicate.

ADMINISTRATIVE
INTERRAL USE GRLY
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This factor is to be completed only in those cases where the jncumbent

has supervisory or management responsibility. Each item should be covered

completely and accurately. Indicate in Elements 1, 2 and 3 the percentage

of time spent on the activities covered during the work period.

ELEMENT I:

Work Planning and Orgapization

Describe your responsibility for planning and scheduling work;

“determining and providing staff resources and equipment for accomplish-

ment of work; establishing and adjusting work schedules, priorities and

deadlines; developing, reviewing, approving, modifying or rejecting

changes in functions, organizational structure, position design and

staffing levels; 'and preparing, reviewing and-analyzing production -

records and schedules.

Example: Plans work schedules and projects production one yéar in

ELEMENT II:

advance. Reviews schedules quarterly and makes adjustments

as necessary to accommodate the accomplishment of new work

and to eliminate backlogs: Determines staffing levels and
supplies and equipment needed to accomplish mission. Deter-
mines the organizational structure of the Branch and functions
to be assigned to individual positions. Reviews weekly activity
reports to kéep informed of status of such activities as back-

logs and individual workloads.

Work Assignment and Review

-Describe your responsibility for the assignment and review of

work of subordinates, including how you assign work (individual jobs or

ADHIRISTRATIVE
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assignments with continuing responsibility on the part of the

fncumbent to perform the work without further instructions). Also

jndicate the nature and extent of instructions provided at the time

of Bssignment, assistance provided during accomplishment of work, and

review made of completed work.

Example:

ELEMENT III:

Determines and assigns areas of responsibility to Section
Chiefs of the Branch.. Provides specific instructions regarding
work methods and procedures to be followed and deadlines to b2
met. Consults and advises with Section Chiefs on problems
encountered and proposes solutions or methods of elimination.
Reviews work during accomplishment and upon completion for

conformance with initial instruc.ions and overall policy objectives.

Personnel Management Functions

Describe your responsibility for each of the following personnel

maﬁagement functions: (a) determining types and selecting personnel;

(b) assigning personnel; (c) recommending and/or approving promotions;

(d) training personnel; (e) resolving personnel complaints and problems;

(f) evaluating and counseling employees on performance; and (g) initiating

disciplinary action.

Example:

Determines the types and .numbers of personnel to be assigned to
each section of the Braﬁch and, in collaboration with Section
Chiefs, selects individuals to be assigned. Monitors the train-
ing and career development of all Branch personnel including
recommending formal and on-the-job training courses, programs
and rotational assignments. Evaluates individual performance

and recommends actions such as promotions and reassignments.

e ABIRISTRATIVE

Apprbve& For Release 2001/05/23 : C|A-RDP83-01004qu‘b“l2_g§{1§(§gg1‘{§g£ [}“: Y



. - RGINSTRATIVE

Approved For Release 200005/23(f@ﬁltm??f3ﬂ&q4@q?f?oo1 30001-8
el 0y

counsels individuals on performance, career development,

personal problems and related matters that may affect per-

formance or development.,

ELEMENT IV: Scope and Variety of Activities

Indicate under this element the numbers, grades, and titles of
personnel supervised, the various activities and functions for which
you are responsible, and the organizational structure and echelons of

" your organization.

Example: Responsible for the technical and administrative activities
of 27 employees. Eighteen of these employees are professional
Intelligence Officers ranging ip grade from GS-09 through GS-13.
There are also three Section Chiefs at grade GS-14 and six
secretaries, Intelligence Assistants and Clerk Typists ranging
in grade from GS-04 through GS-07. The Branch is charged with
the production of finished intelligence on political, military,
economic and industrial activities in countries X, Y, and Z.
These reports are used as’a prime source of information for
development of U.S. policy pertaining to countries X, Y, and Z.
The Branch consists of three operating sections with a staff of

eight per section.

ADMIRISTRATIVE
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1. SERVICE D NATI 2. POSITION NUMBER
POSITION DESCRIPTION sryep Hgg %;‘él"
[ M Y T g U2 - 175 I S I . S P
3., ACTION POSITION TITLE = S%‘l DU% ¥ OCCUPATION CODE|GRADE [ INITIALS DATE
Ao PMCD Secretary-Steno GS 0318.01
B INITIATING
* OFFICE
4, ORGANIZATIONAL TITLE OF POSITION (If any) 6. CERTI{F {CAT ION - B
' A. EMPLOYEE B C. 0FF|C‘EMR[PRESENTAT‘VE
5. ORGANIZATIONAL LOCATION
B. SUPERVISOR D. PMCD“ B
7 - DESCRIPT ION OF POSITION T

A, Position Identity:

Under the general supervision of the Chief, XYZ Staff serves as secretary
responsible for providing general secretarial and stenographic support, and
manhages the XYZ Staff office. Also provides secretarial support for the
Executive Assistant to the Office Director,

B. Major Duties:

Establishes office procedures, correspondence controls, files, and
project records. 5%

Receives visitors and telephone calls to the office, both from within
and outside the Agency. 10%

Maintains office calendar, makes appointments, and schedules conferences
with authority to commit supervisor's time. . 10%

Prepares agenda, compiles background data, and assembles any special
material needed by superior in attending or conducting conferences, _
briefings, etc. : b%

Attends office meetings and/or staff conferences taking notes of
proceedings and prepares resumes of pertinent subject matter.

Receives, logs, and reviews correspondence, cables, dispatches, etc.,
and calls pertinent items to the attention of her superior. Maintains
record of follow-up actions required and priority deadlines. 15%

Composes routine correspondence and/or drafts from notes provided by
superior requiring a good knowledge of the organization, procedures,

and projects of the office. - 10%
Reviews outgoing correspondence for subject matter consistency,
format, grammar, adherence to office practices, proper coordination, etc. 10%
Maintains a wiae variety of records, files, and reference material. 10%
ff_’Performs a variety of stenographic and typing services for XYZ Staff . 20%
office. :
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Assists with research associated with study efforts. Locates documents,
articles and other information as required. Performs related duties as
required., . 10

5=

C. Evaluation:

1. Knowledge Required by the Position:

Good knowledge of the office internal structure and a working
knowledge of the Agency organization.

Good knowledge of office procedures, routines, and coordination
requirements,

A knowledge of administrative, operational and technical terminology.
A good knowledge of grammar, spelling, and punctuation.

Ability to manage a file system.

Ability to locate and correlate a variety of data for superior.

Ability to oversee and carryout front office assignments for senior
officers,

Ski11 in taking and transcribing dictation and in operating a manual,
electric, or automatic typewriter.

2. Supervisory Controls:

Superior provides general office operating guidelines and objectives.
He also outlines the general procedures and work priorities. The incumbent
exercises independent judgement in planning and organizing work and
accomplishes most tasks with no direct supervision.
h

3. Guidelines:

Agency manuals, reference material, and office guides are available,
but the incumbent must properly interpret and apply these guides.’

4., Complexity:

The work varies from clerical support in XYZ Staff to serving as a
substitute secretary in the Office of the Director. Work processes are not
always structured or constant and the incumbent must be adaptive to changing
requirements. The product produced by the incumbent often is delivered
directly to the Office Director.without intermediary review or corrections.
The incumbent will be responsible for establishing new correspondence formats
and handling procedures as planning projects originate.

npagpanoornsTI
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5. Scope and Effect:

Errors in work assignments could reflect directly upon the
supervisor and upon the office. Failure to perform effectively as a point
of contact for the Staff could result in the loss of valuable contacts and
working relationships.

6. Personal Contacts:

The incumbent must maintain good relations with personnel within
the Office and the Agency. Incumbent has telephone and personal contacts
with Branch, Division, Office level officials throughout the office and the
Agency as well as similar levels in other USG agencies,

7. Purpose of Contacts:

The maintenance of rapport with Agency contemporaries facilitates
the arrangement of meetings, exchange of information, collection of data,
and ensures that the product of the Staff is presented in the correct format,
coordinated with the appropriate people, and well received.

8. Physical Demands:

There are no unusual physical demands.

9. MWork Environment:

There are no unusual work conditions.

LS TIVE
Approved For Release 2001/05/23&'1’55&‘-‘# b (JJ 000200130001-8

IMTERKAL USE ORLY



N

! Aviahiia DA E
Q

Ap;roved For Release 200146{23: ClA-RDP83-01004R00dBbbFdbtages SE ONLY

POSITION # CHEMIST, GS __
This position is a sub-journeyman project engineer.
DUTIES:
1. Under the general supervision of , incumbent 1is

responsible for: (a) determining comparative feasibility of
using internal or external (contractor) capabilities to satisfy
the requirement; (b) identifying which, if any, external con- -
tractors could or should be used based on capabilities and/or
security requirements; (c) establishing realistic timetables
for completion of projects; (d) monitoring progress of the
project; and, -(e) ensuring that the end product satisfies the
requircment. 60%

2. Assists requesting components in defining requirements
in technical terms and ensures that all components involved in
the requirement are clearly communicating with each other in
order to preclude wasted cffort through duplication or mis-
information. ) 30%

3. Ensuring that he kceps abreast of the latest technology
in the appropriate disciplines in order to bring to bear the
best that these fields have to offer in answer to Agency
operational requirements. 10

. o\

FACTOR 1, KNOWLEDGE REQUIRED BY THE POSITION:

The position requires an advanced degree in Chemistry or
Physical Sciences or the equivalent in experience. A working
knowledge of Agency procurement and contracting policies and
procedures is essential. The incumbent is required to have an
ability to assume responsibility for monitoring contracts in-
volving sums up to $50,000, ensuring that project is continually
reviewed for cost effectiveness, and that delays and overruns
are kept to an absolute minimum.

ADMIISTRATIVE
INTERMAL USE ORLY -
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FACTOR 2, SUPERVISORY CONTROLS:

Assignments are made by the supervisor with objectives,
and resource comnstraints. 1In consultation with his supervisor,
project deadlines and priorities are sct. The incumbent plans
and carries out the work independently, resolving most problems .
as they arise. He will occasionally seek guidance or direction
on difficult technical problems or on unusual circumstances which
affect large sums of money or security considerations. Performance
is evaluated by end results and directly related to customer
response, with little or no review of work in progress.

FACTOR 3, GUIDELINES:

The incumbent is given a wide latitude in terms of judgement
during the progress of a given project. Policy and procedural
guidance is available in the Project Engineer's Manual'and the
Project Officer's Manual. - '

FACTOR 4, COMPLEXITY:

This factor is represented by the typical Project Engineer's
workload, which generally consists of four to six projects being
monitored simultaneously, with each project involving from one
to two contractors or Agency components. Each of these projects,
contractors and/or components must be carefully monitored to
ensure that their efforts are coordinated and meet established
schedules as well as cost limits. The primary controlling factor,
which is the customer's requirement., is continually examined by
the incumbent and his supervisor to determine which trade-offs,
in terms of requirements and available resources, are acceptable.
In order to make these types of decisions during the course of a
project, the PE must also consider long-range precedent, foreseeable
advances in technology, programmed obsolescence and other factors
as they apply to a given project or series of projects.

FACTOR 5, SCOPE AND EFFECT:

The incumbent's performance and expertisc have a direct
impact on the Agency's ability to furnish the policy making
bodies of the U.S. Government with timely and accurate intelligence.
Technical support of Agency opcrations must be of a quality higher
than that which is encountered in opposition intelligence and
countermeasure operations in order to be effective. The con-
sequence of error or incompetence could possibly go undetected
long after an operation is over, causing erroneous or insufficient
intelligence to be reported through Agency channels. Technical
malfunction of a given operational item could result in-loss of an
agent's life as well as inestimable damage to international
relations.
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Personal contacts include representatives, at the working
and senior levels, from various and sundry Agency components
within and outside the ., other USG agencies, contractors .
from the private sector and industrial laboratories.

FACTOR 6, PERSONAL CONTACTS:

FACTOR 7, PURPOSE OF CONTACTS:

Contacts are made, on the incumbent's initiative, to pro-
vide and seek consultative type discussions with known authorities
and companies involved in several fields of science and engineering
solicit bids and determine capabilities, monitor progress, and
participate in active negotiations regarding development or
engineering projects. :

FACTOR 8, PHYSICAL DEMANDS:

There are no unusual physical demands placed on the
incumbent.

FACTOR 9, WORK ENVIRONMENT:

(]
+
»
L

Duties are performed in an office setting, wi
occasional travel requirements.

- DESTRMATNE -
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GUIDE FOR WRITING SUPERGRADE POSITION DESCRIPTIONS
iy UNDER THE FACTOR EVALUATION SYSTEM s

1 APR 1877

A. POSITION IDENTITY

Briefly identify your position as to tit1e, organizational location and
position number. Identify the title and organizational 1eve1 of your immed-
jate superior. Indicate the size, occupatfona] make-up, and level of your
immediate staff.

B. MAJOR DUTIES

Describe concisely each major duty you are fequireg to perform. Tell
what you do, how you do it and why. You may organize your duty statements
e1ther in order of importance or sequence of performance.

Be specific in the use of words. Avoid amb1guous words such as assists,
coordinates, hand]es or prepares, unless further qua11f1ed Use a;tion verb!
such as compiles, searches, establishes, evaluates ‘or analyzes. Also indica

the average percentage of time you devote to each duty.

,C. EVALUATION FACTORS

Factor I -- Knowledges, Skills and Abilities:

This factor measures the extent and degree -of knowledge and skills
required to perform the activities of the position. ~

Knowledge is viewed as the range of information or understanding of a
subject or variety of'subjects neceﬁsary to the function. Consideration is
given to the amount of knowledge; in addition, consideration is also given
to the breadth of knowledge (various types required) and the depth of know-
ledge (extent of both comprehens1ve and deta11ed understanding of a specific
subject). The actual knowledge requirements are of singular 1mportance,.

Knowledge is viewed as the combined result of a formal education, experience

Approved For Release 2001/05/23 : FIA-R[?@SQ-MOMR@%Q?%II@?F{@ Yk
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and training; how the knowledge 1is acqu1re3?1s s1gn1ficant on]y if 1t serves
to clarify the range or depth of the know]odgo requirements.

Skills to be considered are those needed to apply échired knowledge,
or natural or developed abilities, to the activities and functions of the
position. Examples of the kinds of skills to be measured are:

-- Analytical ski11s; or the ability to define problems precisely and

to identify and combine relevant facts objectively and in perspective
-- Creatioitx, or the ability to develop or produce new concepts,
techniques, or programs through imoginative or innovative skills.
-~ Initiative, or the ability to take action with a minimum of prompting
-- Judgment, or the ability to reach rapid and soqnd.decisions. |
-- Leadership, or the ability to plan and coordinate the activities of

. subordinates.

-- Planning skill, or the ability to identify the steps necessary to

}eaqh objectives and to def?he practical courses of action.

Factor II -- Difficulty of Work:

This factor measures the complexity and difficulty of the assigned

act1v1t1es In measuring the above element, consideration is given to:

The scope and variety of activities measured -in terms of the breadth

of respon51b1]1t1es and the number of different types of programs.

The typés and frequency of the'problems encountered and of the

decisions necessary to resolve them.

The intensity of the demands on the‘position.

The extent to which the position is responsible for p]anning'and

policy formulation.

A d For Release 2 _ A HNHMWE
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-- The magnitude of the assigned act1v1t1es measured in terms of

financial and manpower responsibilities.

Factor III -- Responsibility:

This factor measures the impact of the results of decisions and actions

and the extent to which the position can influence or affect results. In

evaluating impact, consideration should be given to:

The significance of ‘results on the pub11c, the economy, and the

management of the Government.
-- The magnitude of the position's impact or influence on results.

The type of impact--whether direct or indirect.

The extent of the position's decus1on -making latitude or authorlty

to act independently, and ‘the ablllty to commit resources.

Factor IV -~ Personal Relationships:

,

This factor measures the need for the abi]fty £b meet and deal effectivel
with people. 1In ana]yzing positioné on this factor, elements to be consideme
‘1nc1ude the purpose and frequency of the re]at1onsh1ps and with whom the
re]at1onsh1ps must be maintained. '

In measuring the relationship requirements of a position, prime consider-

ation is given to:

-- The scope of the relationship in tetms of whether they are confined
| to the immediate organization, the particular agency, or outside
organizations representing Government or private business industry.
== The level of contacts, the extent of controversy involved, and the
importance to the organization of maving the required relationships
established and maintained smoothly and effectively.
DIIUSTRATIVE
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- The nature of the relationships in §erms qf their effect on the
success or failure of the organization's programs.

-~ The relative frequency of relationships requiring interpretive skills

~-- The degree to which you are required to present, justify, defend,

negotiate or settle controversial matters.

Factor V -- Supervision and Guidance Receijved

This factor. covers the nature and extent of iﬁstruct{ons and guidance
received, the extent to which the incumbent can independently plan the
accomplishment of assignments and the degree of review made of completed
work, In eveluating this factor consideration is given to:

-=-"Type of instructions given, written or verbal, specific or general,

etc. , - ' , o .

-~ Authority- to plan ahd schedule the accompliehment of work, establish
deadlines and priorities, resolve probTemé.encountered during
accompI{shment of work, etc.

‘-~ Type of review made - close review, éenera] review to ensure objectives
are ﬁet, overall evaluation of achievement in terms of meeting

objectives, etc.

AOMINISTRATIVE
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SAMPLE POSITION DESCRIPTION

A. Position Identity

Chief, Advanced Systems Development Engineering Division, Position #XYZ
Immediate Supervisor - Director, Office of Applied Research and
Development Engineering. The supervisor manages one of six Offices
lTocated in the Directorate of Scientific Research and Technological
Deve]opﬁgnt responsible for a major segment of the Directorate's re-
search and development mission. The Advanced Systems Development
Engineering Division has a total multi-disciplinary workforce of

63 employees comprised of physical scientists, engineers, physicists,
mathematicians,'operations research analysts, and clericals. The
Division consists of three branches in Headquarters and two field
offices in proximity to contractor plants. It is structured along
functiona] and project management lines commensurate with the major
segments of it;rmission, namely, the design, development, fabkication,
testing and de{}very of ground technical intelligence collection

systems.

B. Major Duties

1. Plans, directs and coordinates a development engineering pro-
gram which culminates in the certification and delivery of advanced
systems for the ground collection of technical intelligence. In
this.connection, evaluates, presents and defends proposals to senior
and top management for development of new advanced systems with
consideration given to cost and time constraints, user require-

ments, contractor capabilities, technological challenges, etc.
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Upon receiving project approval, allocates and manages the resources
including funding, facilities and the mix of in-house and contractor
personnel necessary to achieve project objectives.
2. Reviews Requests for Proposals (RFPs) received from contractors
and recommends source selection based on contractors' technical cap-
abilities, previous performance, financial stability and reasonableness
of cost‘sstimates.
3. ProQides guidance and technical assistance to subordinate pro-
gram managers and project engineers in such areas as formulating
technical approaches, participating in contract negotiations, and
monitoring contractor performance in terms of meeting critical
milestones within programmed funding levels and time periods.
4. Approves amendments to contracts where proposed changes in
engineering design or in materials are within the original scope of
work and funding authorizations. Recommends approval or rejection
of proposed out-of-scope contract amendments resulting from overruns
or unforeseen changes in user requirements that impact on the cap-
abilities and operational utility of the systems under development.
5. Serves as member of the Office-level Project Review Board, and
in this capecity, participates in thé review and assessment of
current and proposed advanced developmental projects.
6. As a recognized authority in ground technical intelligence
collection systems, serves as Agency representative on interdepart-

mental and PFIB committees engaged in planning, programming and
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coordinating R&D programs for such systems, and in assessing
technological gaps between user requirements and current technical
- collection capabilities.

C. Evaluation Factors

I. Knowledges, Skills and Abilities

A thorough knowledge of theories, concepts, principles and practices
of more,than two disciplines in the physical and engineering sciences.
Knowledge of the potentfa] uses, capabilities and limitations of
ground technical intelligence collection systems.

A very good knowledge of project management principles and practices,
and demonstrated ability to apply such knowledge in planning, di-
recting and coordinating the activities of subordinates and con-
tractors, and in developing and achieving program goals.

Ability to visualize future technical intelligence co]Tection needs
of the Agency, and to conceive innovative developmental projects that
will serve to meet such needs.

A very good knowledge of research methods and techniques as they re-
late to the planning, direction and administration of advanced de-
velopmental projects.

IT. Difficulty of Work

The projects managed by'the incumbent are multi-disciplinary and
involve the development and application of new concepts and technol-
ogies that advance the state-of-the-art. The number of on-going
projects during a fiscal year average seven, and are characterized
by requiriﬁg, in the aggregate, fhe expenditure of funds ranging
from $3,000,000 to $5,000,000. The average duration of such pro-
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jects 1is one to three years from initial design to hardware de-
livery for operational use. The projects are of such scope as to
require a systems approach, rather than the sequential independent
development of specific components. Thus, the incumbent of this
position is frequently required to monitor the efforts of integrating
contractors. Technical problems occur frequently and are usually
withoutuprecedent. Therefore new approaches to problem solution are
frequently conceived and tried. Such problems are not readily
foreseen, thus their effect on the technical and financial aspects
of the projects cannot be predetermined. Project management requires
that a mix of related factors including contractor performance,
time and budgeting constraints, cost-sensitive technical decisions
and changing goals be maintained in proper balance and perspective.

III. Responsibility

Incumbent's responsibility for determining internal staffing,
budgetary and material requirements are subject to review and approval
at Office, Directorate and Agency 1eve1s. Similarly, responsibility
for determining program goals and objectives, selection and prioritizing
of projects, and major redirection of on-going project§ often with
funding and'techno1ogica1 implications, is also subject to higher
reviews and approvals. Incumbent is authorized to make and implement
decisions on day-to-day technical and project management matters
that.are within the scope of the basic contract. Incumbent is
responsible for tracking and assessing contractors' performance, and
for alerting senior and top management officials early to potential

4
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problem areas such as overruns and dim prospects of meeting critical
milestones. As a member of the Office-wide Project Review Board,
incumbent exercises considerable influence on final decisions rela-
tive to the undertaking, expansion and termination of advanced
déve]opmenta] projects that involve the expenditure of Targe amounts
of funds. Incumbent is authorized to commit and allocate personnel
and fun?f to approved developmental projects. Although some 1étitude )
exists fbr experimental errors arising from technically high-risk
projects, failure to make sound technical and managerial decisions
and recommendations could result in the excessive waste of Govern-
ment funds and man-hours, and the loss of valuable intelligence be-
cause of malfunctioning technical collection systems or the non-
availability of such systems to meet current and future requirements.

IV. Personal Relationships

Position involves personal contacts with Agency officials at Office
and Directorate levels, Office of the Comptroller, other Federal
agencies, and the industrial and scientific communities for such
purposes as presenting and defending project proposals, exchanging
information on projects of mutual interest, remaining éZéﬁK?ééf/
of the state of the arE,providing guidance to contractérs in the
resolution of technical problems, coordinating interlocking develop-
mental projects, and assessing technological gaps between user re-
quirements and current technical collection activities. Contacts
in industry range from the nonsupervisory scientist and engineer
Tevels. through the project manager and corporate levels of manage-
ment. Personal contacts are also with the Agency contracting

5
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officers to provide counsel on the technical aspects of contract
negotiation and administration. Matters being discussed occasionally
are controversial, such as suspected duplication of effort on de-
velopmental engineering projects in cognizant areas both within the
Agency and the Intelligence Community. Matters of this kind necessarily
require the exercise of tact and persuasiveness.

V. Supervision and Guidance Received

Receivegxbroad direction and policy guidance from Director, Office
of Applied Research and Development Engineering. Assignments are
general in nature and consist of program goals and priorities, scope
of projects, suggested developmental approaches, funding constraints,
and interpretations of new or revised policies to be followed.
Receives minimal guidance in planning, organizing and_directing work
to be accomplished both by subordinate professiona] staff and con-
tractor workforce. Performance is evaluated for technical cost-
effectiveness, conformance with instructions and governing policies,
and quality apd timeliness of end pfoduct. Superior has general
oversight responsibility over incumbent's participation on inter-
departmental and PFIB committees to insure that the Agency S
position on R&D programs of community-wide scope or interest is
properly reflected, and that incumbent's recommendations and opin-

ions expressed in such meetings are consistent with Agency policy.
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ORBSURE DAL Tiisace 20040°128 C'@g‘? LENGTH

OR OVERTIME OF SERVICE

RELATIVE
EFFICIERCY

"\’73 UNUSUAL

QUALIFICATIONS

SCARCITY OF NEW EMPLOYEES

These do:
1. Nature and variety of work.

2. Difficulty of the work.
3. Authority and responsibility nxercwed

. Extent of supervisory controls o
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